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tar expert’’ to devote his full attention to
the employment of his weapon systems
and freed the S-3 and the battalion FSO
to devote their attention to the numerous
other tasks they had to accomplish before
completing the OPORD.

The mortar platoon leader simply can-
not wait for the battalion operations order
to be published to find out where he is
going to be during an operation. Not only
is he more likely to understand how to
employ his platoon if he learns earlier,
but he also needs the time after the
OPORD is issued to conduct the neces-
sary coordination with company com-

manders and FSOs. Our most successful
employment of the mortar platoon oc-
curred at the NTC when this planning
process was implemented.

The under-utilization of the mortar pla-
toon, which is mentioned so frequently
by mortar platoon leaders, can be cured
by an aggressive policy of establishing
and maintaining communications, by in-
depth coordination between the mortar
platoon and each maneuver element com-
mander and FSO, and by the integration
of the mortar platoon leader into the staff
planning process before the battalion op-
erations order is issued. A light infantry

battalion cannot afford to ignore its most
responsive indirect fire asset. It is there-
fore essential for every mortar platoon
leader, battalion S-3, and battalion com-
mander to take the necessary steps to en-
sure that the way their mortars are used
in peacetime will lead to victory on the
battlefield & tomorrow.

Lisutenant Rene G. Burgess is assigned to the 3d
Battalion, 9th Infantry, 7th Infantry Division (Light),
where he has served as a rifle platoon leader and as
a mortar platoon leader. He is a 1984 graduate of the
United States Military Academy.

Coordination Trip
For An Off-Post Deployment

A planned off-post deployment is a
precious training opportunity for any in-
fantry battalion. Such a deployment may
allow a unit to train in a specific course
of instruction, in a different environment
or terrain, or just somewhere away from
the routine distractions at its homebase.
To deploy successfully, a battalion must
do a great deal of planning and prepara-
tion? This process can be made easier by
a well thought-out and executed coor-
dination trip in advance.

A coordination trip is normally con-
ducted (depending on unit SOP) any-
where from 90 to 120 days before the
unit’s deployment date. The purpose of
this trip is to reinforce the initial requests
the battalion’s project officer has made
and the coordination he has started with
a personal visit by representatives of the
various staff sections in the battalion. The
unit may specify who goes, or it may
have an SOP covering it; at the least, S-3
and S-4 representatives should go. (They
can conduct coordination for the S-1,

S-2, and S-5 sections, if necessary.)
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Ideally, the selected unit represen-
tatives (UREPs) will have been serving
as their staff sections’ project officers or
noncommissioned officers and are famil-
iar with the planning and coordination
that has already been done. If they are
new to the project, however, they should
be fully briefed before taking up their
duties.

UNDERSTANDING

Once the UREPs have been chosen, they
must become fully conversant with the
commander’s intent. The initial pres-
entation should be given by either the
commander or the executive officer. An
understanding of the commander’s intent
is the most important tool the UREPs can
take on the trip; with it, they can sort
through all kinds of potential problems
or plans that may not quite come out the
way they have been coordinated by
telephone or mail. In addition, the
UREPs can proceed even if the requested

training areas are denied, because they
will know what the boss wants to do. If
it turns out that the location will not meet
the standards required, for example, or
if the planned training cannot be executed
within the framework of the com-
mander’s intent, the UREPs can advise
him so that the unit’s deployment train-
ing can be modified or cancelled.

Once the commander’s intent is
understood, ideally covering all aspects
of training and logistics, the UREPs can
make their travel arrangements, familiar-
ize themselves with the project to date,
get their notebooks, and go.

Most unit deployments that require
coordination trips are one of two types:
an insertion into and extraction from the
field with little or no time in garrison or
cantonment area (such as an EDRE fol-
lowed by an ARTEP), or time in the field
or in classes but working out of a canton-
ment area (such as the Joint Operations
Training Center at Fort Sherman, for
example).

Both types of deployment primarily re-
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quire training and logistical support, and
a deployment that works out of a canton-
ment area requires administrative and
off-duty programs as well. In either case,
the UREPs will need to find out and re-
tain a lot of varied information.

One technique for collecting this infor-
mation is to use deployment worksheets.
These worksheets, one for the S$-2/8-3
and one for the S-1/S-4, contain words
or phrases that are used to request key
information. (An S-1/S-4 worksheet is
shown here as an example.) This facili-
tates accurate and helpful note taking.
Units with special capabilities or equip-
ment (such as parachutes, for example)
can include additional categories (pack-
ing facilities, rigger availability, storage
areas, drop zone set-up assistance, or
whatever else needs to be covered).

In all areas, UREPs must ensure that
the names and phone numbers of points
of contact, as well as their mail and elec-
tronic addresses, are noted so that follow-
up questions can be answered or clarifica-
tions can be made.

These worksheets can be prepared on a
trip-by-trip basis, or the battalion can
establish them as its SOP for coordinating
trips. In most cases, the S-1/5-4 work-
sheet can become the coordination trip
SOP, because the same information on
services and classes of supply will prob-
ably be required for every trip. The
S-2/S8-3 worksheet, however, should

probably be developed for each separate
deployment, because what the com-
mander plans to get out of one deploy-
ment may differ entirely from what he
plans to get out of the next. A worksheet
can be set up on a day-to-day or mission-
to-mission basis, depending upon which
seems to work best for tracking the re-
quested and coordinated resources.

When the UREPs arrive at the deploy-
ment site, or wherever coordination
needs to be made, they should link up
with the people the battalion’s project of-
ficer has been working with. Ideally,
these people are expecting the UREPs
and are prepared to take them around.
This is the time to verify deployment
dates; known transportation data; number
of soldiers; advance party, main body,
and trail party information; and the com-
mander’s intent. While these individuals
can probably answer most of the UREPs
questions, the UREPs also need to get in
touch with other sections to get all the
answers they need.

The UREPs should talk to every possi-
ble point of contact for their listed areas
of responsibility and should get range
regulations, wire diagrams, unit or
school SOPs, Self-Service Supply Center
catalogs, or anything else that may help
the battalion’s deployment planners do
their jobs better.

UREPs should make sure all the notes
they take are clear and complete. Too,

while working with their points of con-
tact at the deployment location, they
should come to an understanding about
requirements for fund cites or memoran-
dums of understanding. Getting these
things clear on this coordination trip may
smooth out potential problems later.

Upon their return from the coordina-
tion trip, UREPs should finish memoran-
dums of understanding that were not or
could not be prepared earlier and back-
brief the staff principals and the com-
mander or executive officer. Unless their
guidance changes, the next step is for
them to write, or help write, the most
complete and accurate order, letter of in-
struction, or annex possible. In short,
they should translate all the knowledge
they gained on the trip into something the
unit can really use.

The last step should be to note any
weak or unclear areas on the order. This
may mean an addition to or a modifica-
tion of the deployment worksheet. Once
any necessary changes are made, the
UREPs can feel confident that the bat-
talion is well on its way to making the
most of its off-post training opportunities.

Captain Steven D. Cage formerly commanded HHC,
2d Brigade, 10th Mountain Division at Fort Benning.
He is now an ROTC instructor at Western New
England College. A 1978 graduate of the United
States Military Academy, he also holds a master’s
degree from Central Michigan University.

Leadership

The Human Dimension

Today, more than ever, junior leaders
have an obligation to rely less on manage-
ment skills and more on the basic ele-
ments of leadership. Never in the Army’s
history has there been a greater need for
the junior leader to embody the human

16 INFANTRY January-February 1988

CAPTAIN THOMAS P. WEIKERT

element of leadership. Compassion, as a
fundamental quality of our leadership
style, takes on a greater significance as
we find ourselves responsible for ever
brighter, more responsive, and more
highly motivated young soldiers.

For a new lieutenant to be truly effec-
tive in what has become a technological-
ly advanced (but still soldier-dependent)
infantry, he must focus the development
of his leadership style on a commitment
to the human dimension of leading




